 
 
 
IEIE
FROM MANAGER TO MULTIPLIER
Invest  ·  Empower  ·  Inspect  ·  Evaluate
 
THE COMPLETE LEADER'S TOOLKIT
Everything you need to run your first 90-day cycle — all in one place.
	#
	TOOL
	DESCRIPTION

	01
	The 90-Day IEIE Operating Calendar
	Weeks 1–14, Forever Rhythm, KPI Reference

	02
	Empowerment Scorecard — Example
	EcoThread Week of July 15, 2024

	03
	Empowerment Scorecard — Blank Template
	Print one per team member. Fill every Monday.

	04
	The Evaluate Decision Matrix
	Keep, Kill, or Change — 2×2 quadrant tool

	05
	The IEIE ROI Calculator
	Example + blank template. Update quarterly.


 
 
Download the editable Google Sheets version at:
[yourwebsite.com/toolkit]
Your empire starts with one cycle.


	TOOL 01

	90-Day IEIE Calendar

	Your week-by-week operating cycle — print it, laminate it, live by it


 
Print this. Laminate it. Block your first Monday 9 AM. Fill your first ROI row.
 
	WEEK
	PHASE
	FOCUS
	KEY ACTIONS + DELIVERABLE

	📥  INVEST — Weeks 1–4  |  Put resources in before you need them

	Wk 1
	INVEST
	Assess & Plan
	Audit team, identify bottleneck, open Growth fund → Team assessment doc

	Wk 2
	INVEST
	People
	Upskill 1 employee, send Investment Pitch email → Enrollment + 90-day KPI

	Wk 3
	INVEST
	Systems
	Automate top 3 tasks, build SOPs, set up CRM/PM tools → Automation stack live

	Wk 4
	INVEST
	Cash & Hiring
	Allocate 20% profit to Growth, post key hire 90 days early → Job post live

	⚡  EMPOWER — Weeks 5–8  |  Give ownership, authority & accountability

	Wk 5
	EMPOWER
	Define Outcomes
	Write 1-Page Playbook, set 'No Approval Under $X' thresholds → Playbook written

	Wk 6
	EMPOWER
	Launch Authority
	Share Playbook in 1:1, post thresholds in Slack, launch Friday Wins & Fails → Ritual launched

	Wk 7
	EMPOWER
	Expand
	Repeat Playbook for 2nd player, kill 1 bottleneck you still own → 2nd Playbook live

	Wk 8
	EMPOWER
	Calibrate
	1:1 calibration, review Wins & Fails, $50 gift card for best ownership → Team morale check

	🔍  INSPECT — Weeks 9–12  |  Find $50k leaks before they become $500k disasters

	Wk 9
	INSPECT
	Build Dashboard
	Co-create 3 KPIs per role, build shared scorecard, schedule Monday 9 AM → Dashboard live

	Wk 10
	INSPECT
	First Pulse
	Run Monday 9 AM (30 min), 60-sec KPI updates, celebrate first green KPI → First pulse done

	Wk 11
	INSPECT
	Accountability
	KPI missed 2×? Run 3-question drill. Assign micro-actions per gap → Rhythm established

	Wk 12
	INSPECT
	Quarterly Audit
	Audit 1 process — map flow, pull 90-day data, find 3 wastes + 3 wins → $50k opportunity ID'd

	📊  EVALUATE — Week 13  |  Keep, Kill, or Change everything

	Wk 13
	EVALUATE
	90-Day Offsite
	4-hr offsite, no phones. Fill Keep/Kill/Change matrix. Vote & decide → Decisions + owners assigned

	💰  ROI + RESET — Week 14  |  Measure, celebrate & restart

	Wk 14
	ROI + RESET
	Calculate & Restart
	Update ROI Calculator. Celebrate wins. Block Cycle 2 calendar → Next 90-day cycle begins


 
YOUR FOREVER IEIE RHYTHM
	CADENCE
	RITUAL
	ACTION

	Daily
	Friday Wins & Fails
	Check team's 3-line update: Wins / Fails / Next

	Weekly
	Monday 9 AM Pulse
	30-min scorecard meeting — KPI updates, red flags, micro-actions

	Monthly
	ROI Calculator
	Update Invested + Gained columns. Share with team.

	Quarterly
	Evaluate Offsite
	4-hour Keep/Kill/Change session. No phones. Full matrix.

	Annually
	Founder Sabbatical
	30 days unplugged. If business can't run without you, IEIE isn't done.




	TOOL 02

	Empowerment Scorecard

	Example: EcoThread — Week of July 15, 2024


 
The filled EcoThread example — see exactly how a winning week looks.
 
	EMPOWERMENT SCORECARD   —   WEEK OF JULY 15, 2024

	ROLE
	$100K OUTCOME
	KPI
	TARGET
	ACTUAL
	STATUS

	  Danielle — Head of Paid Social

	Danielle
	$150k/mo ad revenue
	ROAS
	≥ 4.0
	5.1
	✓ ON TRACK

	
	
	CAC
	< 60d
	52d
	✓ ON TRACK

	
	
	Email %
	≥ 30%
	34%
	✓ ON TRACK

	  Marty — Head of Operations

	Marty
	Zero stockouts
	On-Time
	≥ 99%
	99.3%
	✓ ON TRACK

	
	
	Turns
	≥ 6x
	6.8x
	✓ ON TRACK

	
	
	Returns
	≤ 2%
	1.4%
	✓ ON TRACK

	🚩  RED FLAGS
	None this week — all KPIs green.

	🏆  WIN TO CELEBRATE
	Danielle's TikTok UGC hit 6.2 ROAS → +$25k scaled. Team earns $50 bonus.


 
Timothy's only input that week: a thumbs-up emoji in Slack.


	TOOL 03

	Scorecard Template

	Blank version — print one per team member, fill every Monday at 9 AM


 
Print one copy per team member. Fill every Monday at 9 AM. Three KPIs. Zero surprises.
 
	EMPOWERMENT SCORECARD   —   WEEK OF: ___________________

	ROLE
	$100K OUTCOME
	KPI
	TARGET
	ACTUAL
	STATUS

	
	
	__________
	__________
	__________
	☐

	
	
	__________
	__________
	__________
	☐

	
	
	__________
	__________
	__________
	☐

	
	
	__________
	__________
	__________
	☐

	🚩  RED FLAGS
	________________________________________________________________

	🏆  WIN TO CELEBRATE
	________________________________________________________________




	TOOL 04

	Evaluate Decision Matrix

	Keep, Kill, or Change — run this every 90 days at your offsite


 
One page. Four quadrants. Zero emotion. Run this every 90 days.
 
	▲  HIGH POTENTIAL

	✓ KEEP
High Performance · High Potential

Scale 2×–5× immediately
e.g. TikTok ads 6.2 ROAS → double budget
	↻ CHANGE
High Performance · Low Potential

Reposition or expand scope
e.g. Strong ops lead → move to new dept

	↑ CHANGE
Low Performance · High Potential

Coach with 90-day PIP + mentor
e.g. Junior dev shows spark → structured plan
	✕ KILL
Low Performance · Low Potential

Cut fast, clean, and public
e.g. Pinterest ads 1.1 ROAS → $15k/mo saved

	▼  LOW POTENTIAL


 
THE 3 RULES OF KILLING
	KILL FAST
	KILL CLEAN
	KILL PUBLIC

	Same day. No 'one more month.'
	Thank the owner. Reassign. Move on.
	Post in Slack. Celebrate, don't shame.




	TOOL 05

	IEIE ROI Calculator

	Prove every investment in dollars — example + blank template


 
Copy the blank version into Google Sheets. Update quarterly. Pin it above your desk.
 
EXAMPLE — EcoThread Q2 Results
	IEIE ROI CALCULATOR   —   Q2 — EcoThread

	STEP
	ACTION
	INVESTED
	GAINED
	ROI
	✓

	I
INVEST
	Danielle Training + Coach
	$3,000
	$420,000
	139×
	✓

	I
INVEST
	Marty Hire (ex-Amazon)
	$110,000
	$42,000
	0.38×
	📈

	E
EVALUATE
	Kill Pinterest Ads
	$0
	$15,000
	∞
	🔥

	E
EVALUATE
	3PL Contract Renegotiation
	$0
	$42,000
	∞
	🔥

	TOTAL QUARTERLY ROI
	144×

	Formula: ROI = (Gained − Invested) ÷ Invested   |   ∞ = $0 invested, positive return   |   Time saved: 40 hrs/wk = $100k/yr


 
YOUR CALCULATOR — Fill In Each Quarter
	IEIE ROI CALCULATOR   —   Q_____ — ____________

	STEP
	ACTION
	INVESTED
	GAINED
	ROI
	✓

	I
	________________________________
	$__________
	$__________
	_____×
	☐

	I
	________________________________
	$__________
	$__________
	_____×
	☐

	E
	________________________________
	$__________
	$__________
	_____×
	☐

	E
	________________________________
	$__________
	$__________
	_____×
	☐

	TOTAL QUARTERLY ROI
	____×

	Formula: ROI = (Gained − Invested) ÷ Invested   |   ∞ = $0 invested, positive return   |   Time saved: 40 hrs/wk = $100k/yr


 
"If you can't measure the return, you're not scaling — you're gambling."


	READY TO RUN YOUR FIRST CYCLE?
The 90-Day IEIE Coaching Program
Work directly with the author to implement IEIE inside your team in 90 days.
[yourwebsite.com]
Invest  ·  Empower  ·  Inspect  ·  Evaluate



